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I. 

Introduction 

each Division ^£^0^ of P the Officf o/polLv T™*/ Conducte d of 
The purpose was to develop the f af >+o ! ;. P °? lcy Coordination by DDCI. 
workload and efficiency T 0 Stover both ^ t0 ° PC ' S ^ganiLtion 
to correct the former and exploit the latter f 863 ^ stren ^ hs in order 
at the beginning of the survey is at Tab^A" ' ^A^endS^*” iSSUed by ADPC 

Survey notes were made as each opp a. 

survey (Appendix Tab M B M ) A cum element was covered during the 

™ 2™ by H COl0 " el ^at^n^aT-ln^f 8 2" 

was also prepared by Colonel ihhr,e+ FF u X iaD L ’• A draft of nrv renort 
throughout the survey. Although this Saff^ 106 111081 valuable assistance 
and recommendations and in part thcsf n*! expressin g in part my findings 
IS memorandum, the draft is submitted hereSth (AppetSi * 

The mission of* hpp .. 

1 September 1950 were fully and accuSe^^! fr ° m 10 Member 1^8 to 

Ta^ ’•Si md ? t0 y ° U at thftiSe Jou assu^d S + h te a ? y Mr * Wisner in the re- 
Tab «E»). A further report containing a d the duties of DCI (Appendix 

lh - d ,r arter of the fiscal year 195l h^s^lT? ° f activities during the 
ADPC (Appendix Tab n F") Thoo- ^Z± haS also been submitted to von hv 

1951, to the National SecumTco^ 8 “£/ ndum, dalVs May 

i ^® ratlons , ("Magnitude Paper’Wppendix°Tab h »r»? 0P L and Pace of Cove rt 

/ncrease 6 ? 1 br ° a ? SCOpe and importance of the 0 p C °^f er . convinc ing proof of 

^ *5 srs 

included in the Am™iti« • " " c ® 1S L J. An amount qf/~ “ ±g 


r--”r::r 

f-s 

□ ti,:.’ 
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II. 

Findings 

A . General 

operations of CIA^esSS^^from^dmLral J es P° n ® ibilit y of the DCI for the 
NSC 10/2 and often a lack of s™natho+ • lllenkoetter's interpretation of 
there has been outstanding acconplishment^y 15 ^ ir 0m cent J al administration, 
Policy Coordination in the face of 1™!^ by “** Wlsner and Office of 
cultles. This Office has shorn Kreat S“ P le obstacle = and diffi- 
duty unsurpassed if equalled fnywheiTto ** deV ° tion 

-orkload. 2 'The^rtnc™fi r Ses Irl toe £3£ disch f of its current 
machinery and the failure of the recUt+t adequacy of the security clearance 
candidates of adequate caliber. cruitln « service to produce sufficient 

B. Staff 

especiall^in^hf^tLtLirp? 17 u ? derraanned qualitatively - 
Plans Branch? S ^ *?? th * Logist ^ a l 

operational and logistical nia ^iusd m the techniques of 
magnitude contemplftec^for OPC^f ^undertakings of the 
and most available pool o? S ^ badl3r needed - Tba best 
trained in the Armed Forces Consists of those 
out regard to the final outeoml^f £on e « iS ur S ent > with- 
There is also need for strengthening th? S p Magni ? ude Paper,* 
divisions of the 0PC admini?tra+?™ Peraonnel an d Fiscal 
division of the planni^^^^* Rations 

Research^an^Developnent'are^presentlv £*“•“ * technical 

undermanned branch of Logisti?s DiI?«f b ^ g performed *>7 an 
aubmerged and relatlvely ineffecM^ JJ 6 ^ U tcnds to be 
separated from toe Logistics staff aid given^eato? ^hasis! 
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C * Area Divisions 

even to carrJ^htircSrent °oper!t • Quantitatively, 

ists, and of key administrativf personnel n rS * of area special- 

Chieff ea i ^ SCrepanc y between the most' hi Ph ? Uallt f tivel y> there 
of b*L the least p ualified.^ mr s i g ? y qualified ^vision 
of balance is observable as *u S ?? dlscr epancy and lack 

qualified Branch Chiefs within oa u bbe highest and the least 
recognized by ADPC anfhWafr^flsI 011 * ?* S ^t^s well 

tfon^ organizat ion and the speed with wh ! y !? tom of the newness 
tionalcoraiiii t ments have overtaken th^ h h the burden s of opera- 
qualified personnel. ° Vertaken the capacity to recruit highly 


.organized in the^anL ^tiin^ 1 ^ ° ,1ects Divisionfi are onl^ 


25X1 


opt e fHr£ii n ^ 

time, the abiiity^Si Div J s f on throughout reflects at th* 

lacking in quaked TeZLlTT^ 88 ° f its Ch ^' It IT 

Planning. The lack of area kJow h° 0 P eratio nal and logistical 

i 1 ! 18 ^ f d i a very thin in e^nTtf T ***** in this 
i»e., U.S.S.R. even its most sensitive Branch, 

Sr moriSLl 

balanced ql^liU lively than » nv l- ±S &lso P r °bably better 
Europe. However, it is still ^ ^vision, other than Western 
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Functions 


5. a. Of three contemplated Functional Staff Divisions 

the Commercial Division, has been o^aniSd toto ^7"" 
It S if°i* med d r ing W Survey and is just becoming operational 

It exceptTfLSTfr 7 f r that 1 * as 

to s+affH 0 f d .^ hat xt needs help from the Director's office!' 
its important r fSction° **” P ° int ’* ere ib Can t0 P a 

At P^ent^hS^TnSlSf^sSh 1 : 1 *” bad ^ needed - 

Warfare Branch of the Special Projects Division” ^ t P * JCh ° logical 
placed organisationall/and is so ™der^ed that^t is nJ° 

setae: jus** 

the leve^of^taf^coorH^ fancti ° n is » a t present, represented at 

Plans Division^ the^ by Si * ^ officer » *» the 

trSa^iLlevefifS At 

miffht. h* i_^ S ., m0St full y developed in Far East, as 

“ ejected, from the backgrnnn H Q f i+ s pMof / * -2 


organization of a - 
urgently needed. 


Tctionai stafi division in this field is' 


perhaps t^any h otSr 1 Sfic^ U in t c^A , of . m ° re conce rn to OPC than 

staff officer. In Washi^t™ ^> 1S . Resented in OPC by one junior 

bility of OSO's Training^vikon 1 mdirS?o°fl 0 ?- P ^ SOimel ±S the res P ons i' 
(although OPC has a voicV 

operations, is simiSrty C Jovered f in 0 0PC n bv W a 1 1 h * S th f lifeline of covert 
Communications Division being an OSo°eleSnt. jUni ° r Staff officer > the 
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- nDP T ^ e ^"t e lligence function is not, as such, a prime function 

? PC ?. b ?J intelligence is a vital by-product of covert operations and 
is a vitally needed factor in planning covert operations. I found 

tbr ° ughou W surve y of 0PC, a deficiency in the necessary two- 
way channel between OPC and the rest of CIA to insure that intelligence, 
as an OPC by-product, is properly transmitted to the rest of CIA and to insure 

off th? t r^+ ge ? C rTA aS a V -^ 1 factor in 0PC Panning, is properly siphoned 
off the rest of CIA and fed into OPC. I also found that there is a detailed 

eve.f a rea~operational intelligence required for covert operational 

srsxsss n ^us Uble * cw andwhich 1,111 require new 

E* Organization 

~ Organization . The present outline organization of OPC is 
effwt?™ rJ haS n ? b f en staffed to the point where it can be fully 
li+t +1 (Memorandum Exhibit 2). It is basically a staff-line organization, 
omnUat chain of command running directly to the Area Division, f typical 
cbart an area division is at Exhibit 3. The staff assists 
ADPC primarily in the fields of research, planning, co^rdSatiof of opera! 

tion ’f 1 ”! PeCti ° n ’ rey * ew and evaluation of results, and in the administra- 
fjf? ' ^^ f S. ^10ney, “ ate ^ ie l ^d services. However, the staff is not yet 
e f Tec t ive , partly because of its newness but more importantly due to 

the tr r ' Ce ? trali r tl0n 01 in^ CIA. iL leaves 

the OPC staff m the position of responsibility for results but little 

cScnS ADrets "?f nS ‘ T 5 e t*? Chiefs haTe tended “> d tore to short- 

an ? staff and t0 deal directly with the administrative 
elements of CIA headquarters, where there is authoritv over means though nn 

»?i 0 rSoSnt f0 Src e Se S ;s ThiS reSUlted in staff £t£ns 

DDCI and^TT ° P £ ™ tter /> involving command decisions, being referred to 
DDCI and DCI through the administrative channel, which have never been in 
the command channel (ADPC - DD/P) at all* n ln 

„„„ , 1 2* ^ r 6 aniza ^donal Anomaly in CIA . The situation described in 

MO«fly P in 9 0U >Te Tha «nt«l Ur8e ?“?? V 0pinion > to “ organisational 
nomaxy in CIA. The central organization for administration is eminent! v 

rv h - ^ 

esources demanded by these operations. The intelligence offices are 
essentially central offices whose resource problems are comparativelv nn 

ilsislsir 
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not essentially central offices at all, but are global command-type 
operations. They require a command and staff for their coordination, 
which requires daily adjustments of means to mission. Their present 
mission is largely one of building an apparatus, i.e., welding men, 
money and materiel, into a world-wide machine, comparable in many ways 
o a military force, in terms of the logistical and administrative prob- 
lems involved. OPC has nevertheless little effective control over covert 
personnel procurement or covert training, or over covert logistical pro- 
curement or covert communications, all of which are the essence of 
building the covert apparatus. These essential functions are almost 
wholly controlled by CIA central administration or by 0S0. Thus OPC has 
its mission requirements imposed through one chain of command (which has 
no control of administration), and gets its means resources through 
another chain of authority (which has no responsibility for operations). 

the criticism of OPC's administration and much of the weakness 
of OPC s administrative staff is due to this split between responsibility 
and authority between responsibility for results and authority over the 
means to acconplish those results. 

F* Administrative Procedures 

Administrative Relationships and Procedures (CIA-0PC ) . 


a. I was unable to discover any clear understanding of 
the divisions of responsibility and authority for administrative 
matters between OPC and the CIA administrative agencies. The 
CIA manual merely puts DD/A "in charge" of personnel, materiel, 
money, services, etc. But it does not relieve ADPC of any 
responsibility for those matters in the field of his operations. 

There seems to be no clear distinction or common understanding 
as to what: 6 

(-0 ^1A Administration does as a central "service" 

to OPC under 0PC*s responsibility and authority — if any. 

(2) CIA Administration does as "administrative 
support" to OPC, i.e., taking up responsibility and 
authority in the administrative process, where OPC 
leaves off. 

(3) CIA Administration does as DCI's "Staff 
Office" for administration, i.e., exercising "staff 
supervision," review, audit, inspection, etc., over 
OPC s delegated responsibilities and authorities for 
the administration of men, money and materiel. 

tt b :„ lack of such distinctions between "staff" 

support" and "service" functions, CIA Administration apparently 
nds to perform many functions directly as a central operation 
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to the exclusion of any ADPC responsibility or authority. 

Yet, ADPC continues to be held responsible for operational 
results and OPC continues to be criticized for administrative 
deficiencies. Specifically, it is not at all clear to me 
just what authority, if any, CIA Administration has or ought 
to have over OPC's Area Divisions to the exclusion of the 
responsibility and authority of ADPC's office and staff. 

12. The Deputy Director Administration (Special) . Mr. I 1 

has, by his personal intervention as a trouble shooter, tended to mini** 
mize many difficulties arising from these unclear and unsatisfactory 
administrative relationships, which otherwise would be insufferable. 

However, this is a spotty, makeshift type of symptom-treatment which does 
not attack the causes of the malady. In fact, it actually tends to aggra- 
vate those causes by serving as a short circuit between ADPC's line sub- 
ordinates and DD/A's subordinates to the exclusion of ADPC's Office and 
Staff. This results in piecemeal, uncoordinated solutions to piecemeal, 
un satisfactory situations as they arise. This is in no sense in derogation 

I I ° r his activities which, given the present unsatisfactory 

organizational relationships, have probably saved the day up to now, 

13. The recently revised Project Review Committee will tend to 
remedy part of the basic organizational deficiency, in that it will make 
project approval largely a command decision, in which DDCI and DD/P will 
participate with DD/A in such a way as to effect balance and priority 
among operational requirements and resources, which is not provided for in 
the basic organization or procedures. However, this device will tend to 
remedy the problem at the level of project approval only. It will not 
attack the basic organizational and procedural problem of achieving a 
balance between operational necessity and the careful administration of 
resources, in the daily course of project execution and administration. 

This requires an operational and administrative staff groupment under an 
executive who has coordinate authority over covert mission and means. 

Under our present organizational scheme, the logical place for such a 
staff groupment is under DD/P, The lack of such a staff limits DD/P to 
the potential of one man's abilities as a coordinator, special project 
sponsor or operational trouble shooter. He is, of course, further limited 
by lack of authority over operational resources* The command and staff 
techniques developed in both commercial and military organizations would 
seem to offer a solution to this problem, 

1^. Merger. Although sufficient facts to form a definitive 
conclusion could not be obtained without a survey of 0S0, my survey of 
OPC indicates that: J 
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a. Ultimately, Covert Intelligence and Covert Operations 
should be administered through a single command chain down to 
the Station level and then should branch into separate chains 
of specialized operatives* But, distinct and strong separate 
staff elements for intelligence and for special operations 
should be preserved at each command level to provide the 
necessary guarding of the valid peculiarities of each, and to 
prevent one swallowing the other. Unnecessary duplication is 
undoubtedly using up badly needed administrative resources due 
to the present degree of separation of OPC and 0S0* The same 
conclusion is indicated with regard to the question of how 
best to organize for para-military activities as distinguished 
from political-psychological activities, i*e., a single command 
chain down to the level of specialized field operatives but 
with strong staff elements to preserve the expert qualities of 
each. This finding coincides with the report of an ad hoc 
committee appointed by Mr. Dulles (Committee Report on ” Inte- 
gration of QSO and OPC , " Appendix Tab n H w )» 

b. However, reorganizational steps should be most care- 
fully phased toward this ultimate solution so as not to destroy 
the morale of the separate OPC and 0S0 Area Division Chiefs or 
unduly disrupt operations at this critical time. I found that 
an integration of the Latin America Divisions of OPC and 0S0 

is contemplated on a trial basis as a pilot model. Geographical 
bou n daries are already being made coterminous and the OPC and 
OSO area divisions are being moved to contiguous office locations. 

c. Despite my finding of the necessity for a very care- 
ful phasing of the merger of OPC and OSO at the area division 
level, I found that the need for the creation of a planning, 
operational and administrative staff at the DD/P level is 
immediate and urgent. A summary of the reasons supporting this ' 
is as follows: 


(1) The job of DD/P exceeds the capacity of any 
single man. 

(2) There is a serious discrepancy between DD/P's 
responsibility for operational results and his lack 

of authority over means. The introduction of an 
administrative staff element in his office is an attempt 
to give him some measure of control or at least close 
liaison with his administrative support. 

(3) There are many functions of common concern 
to OSO and OPC such as communications, training and 
research and development, and commercial activities 
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which are now either operating on a cross-service basis 
or as a duplicating service which could be more economi- 
cally and efficiently administered as common services 
under DD/P and the proposed staff. One of the main 
reasons why these services have not been so organized has 
been the absence of physical capacity on the part of DD/P 
to take on the extra load without staff assistance, 

(U) There are issues between OSO and OPC which have 
not progressed satisfactorily to a solution because of 
the absence of staff assistance at DD/P 1 s level, 

( 5 ) Such a staff is a necessary first step in any 
closer relation between OSO and OPC, 

(6) The proposed staff does not represent pyramiding 
in the form of an additional staff echelon. It is rather 
the strengthening of staff at an existing echelon. 


III. 

Rec ommendat ions 


A* Strength 

1# That every effort be made to speed up security clearances 
and to improve methods of recruiting high level personnel. 

2, That the Director and the Deputies assist OPC in filling the 
following key positions at onces 

a. Chief, Administrative and Logistics Staff 

b. Chief, U.3.S.R. Branch 

c. Chief, Commercial Division 

d. Chief, Latin America Division 

e. Chief, Para-Military Division 

f. Six (6) highly qualified militarily trained 
logistical planners (preferably two each from 
Army G-l±, Navy Supply Corps and from the Office 
of the Deputy Chief of Staff Materiel of the 
Air Force. 
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g. 


Six (6) highly qualified area experts in 
Eastern Europe. 


h* Three (3) highly qualified area experts in 
Latin America. 


i. Three (3) highly qualified area experts in 
Western Europe. 

j. Three (3) highly qualified psychological warfare 
planners. 


B. OPC Organization 


That the Psychological Warfare Division of the functional 
staff be activated with a nucleus drawn from Special Projects Division. 

li« That an Economic Warfare element be created at the ADPC 
Special Staff level (probably initially attached for administration to 
the new Psychological Warfare Division). 

5. That a Para— Military Division be activated as soon as a 
competent Chief is found. 


6. That a more detailed survey be directed to discover ways 
and means of improving the two-way channel of intelligence between OPC 
and the rest of CIA. 


C. CIA Organization 


7. That the office of DD/P be immediately staffed with a 
lanning office, an Operations office, an Administrative office and 
small Secretariat. 


a 


8 . 


That the present DD/A (Special), [ 


continuing in his present capacity, also be designated as a member of 
S S ? rd ? r ^ hat close liaison be maintained between operational 

* * nd th ® lo f 1 f tical support and administrative assistance now supplie- 
by central administration. 


A That 7 h ! T £ a ^ nin g and Communications Divisions be detached 
irom 0S0 and report to DD/P. 

. . , n . 10 * That the Research and Development elements and Operational 

in a * V1S1 °JJ be /! tac \ hed from 0PC and 030 respectively and be combined 
*7^ ch and development division at the level of covert technical 

service on a special staff division under DD/P. 


I/' 


- 10 - 




25; 



Approved For Release 2003/0§/J^ CI£jFpg|^1 731 R001 1001 20001-0 



12. The above recommendations on CIA organization, which 
may properly be considered the first phase in a continuing reorganiza- 
tions! development, are indicated by chart (Memorandum Exhibit No. U) . 

13. That if adequate logistical and administ rative suppo rt 

cannot be obtained from central administration through acting 25 

both as DD/A (Special) and as a member of DD/P 's staff, the covert adminis- 
trative elements of Personnel, Procurement and Confidential Funds should 
be transferred to his office on the staff of DD/P. This change, constituting 
phase II of a possible reorganizational development, is shown by chart 
(Memorandum Exhibit No. 5). 

lU. That ultimately covert intelligence and covert operations 
should be administered through a single command chain down to the station 
level, provided a survey of 0S0 confirms the finding made on the basis of 
the survey of OPC. Phase III of the reorganizational development could 
then be accomplished as shown by chart (Memorandum Exhibit No. 6) . 

15>. That a survey of 00 be made with a view to determining 
whether or not this Office, less Contact Division and any other covert •* 

elements, be detached from DD/P and added to the overt intelligence offices. 



Central Intelligence 
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MEMORANDUM EXHIBITS 

!• Chart - OPC Budget, Fiscal Year 19^2. 

2 . Chart - Present OPC Organization 

3» Chart - Organization of Typical Area Division 

Chart - Phase I in a Continuing Reorganizational 
Development 

Chart — Phase II of Possible Reorganization ' 
Chart - Phase III of Reorganizational Development 
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